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INTRODUCTION

This handbook was prepared for the newly assigned re-
cruiting battalion commander with a view toward providing a
handy reference for the first 60-90 dsys of command. Ve
believe that the "tone" for your entire command tour will bDe
eatablished sarly. Therefore, it beccmeas critical that you
get off to a strong start.

The atypical nature of a recruiting battalion maken it
imposaible to know everything you should about it when ycu
arrive. It is also important you understand that no two
battalionse are alike in termsa of demographics, politics,
economica and personnel; this makesa it difficult to lay down
absolutes of any kind. Our osbjective was to identify those
subject areas which we feel apply reyardless of where your
battalion is located.

A telephonic survey with numerous serving recruiting
battalion commanders, a seminar with former recruiting batta-
lion commandera, visits to the recruiting achool and exten-
sive discussion with the USAREC ataff and key senior non-
commissionad officers in the field enabled our atudy group to
develop a listing of those areas which were most frequently
mantioned aa being critical to the newly assigned commander.
There oare numerous other subject areas not addressed which
also require study and understanding if progresas and succesas

ars to be continued over the long haul.




The views expressed herein are not official Army doc-
trine nor necessarily in total conascnance with USAREC policy, ]
although every affort has been made to review the work for
consistency. Our objective at the ocutaet was ;o develop a
handy reference for the newly assigned recruiting battalion
commander which would assist him or her in gquickly gaiaing
control of the unit and theveby aetting a poaitive tone for

the entire commrand tour. We hope wae have done so.

Good Recruiting !
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CHAPTER 1

CONMAND OF A RECRUITING BATTALION

Many of the officeras selected to command racruiting
battalionas have had some pravioua experience in the recruit-
ing field, sither as company comaanders, staff officers or as
menbers of Nilitary Enlieted Processaing Command (MEPCOM).
However, many others have no previous experience and the
dynamic nature of the duty requires significant education or
re-education. What’s important is properly preparing yourself
and subsequently “taking charge" of your battalion in every
sense of the word. All too often, there is a discernible dip
in the performance of a battalion concurrent with the change
of its commander. This unnecessary dip is easily rectified
by & new commander who knows the right moves to mahke or the

right gquestions to asak.

PREPARATION FOR COMMAND

# Start by writing a letter to your sponsor and requesting
copiea of USAREC Regs 3350-6, 350-7, 3%0-9, 350-10 and
Battalicn S0P . Study them. Also ask fcr the minutes
from your unit’s laat few Advertising and Marketing Coun-
cil meetings.

#= Contact your new Sergeant Najor and assk him tc send vyou
the most recent Productiocn Managemant System (PMS) conver-

sion ratios.




Get yourself in good physical condition--keeping yourself
and your recruiting force in good shape is ‘cuntrnl to
presenting the proper image to the civilian community.

Get your Class "A" and Claas "“B" uniforma in good shape.

Your duty uniform will be the long or ahort sleeve gray-

green shirt with green trouseras.

When you ctgond the Recruiting Commanders Course (RCC) at

Ft. Benjamin Harrison:

-=-Work heard to get as much out of the two weeks s8s possi-
ble.

--Ask one of the senior inatructors to sit down with you
and go over the PNS conversion data you obtained from
your Sergeant NMajor (you muat learn how to read and
understand this data).

--Don’t ba reluctant to ask questiona about areas you
don‘’t understand.

-=-Work hard to master the acronyas.

-=-Understand at the outsat that the couras is designed as
an orientation and in no way wiil fully prepare you
for command.

--Focus on the various roles and responsibilities of the
battalion recruiting tean.

-~-Ba positive!

Consistent with availavple time, get as many personal mat-

tors as poasible resolved in advance ao aa not to take

away from your time immnediately following the change of

command. Rely on your sponsor to help.

Learn as much as you can about the demographica of your




battalion area in advance. This will greatly ssaiast you

in understanding your market.
TAKING CRARGE

Iamediately following the change of coamand coriuony. neet
with your commanders, firat sergeants and sataff and ocut-
line your “Philcaophy of Command". Be positive, upbeat
and atraight forward about your expectationas and, above
all, be youraself.

Allocate a period, not to exceed %-3 hours, for initisl
staff briefings, then spend the next 2-3 weeks visiting
all your stations with a view toward meeting all your
soldiers on their turf,.

Travel with your Sergeant Maj,or for the firat trip around
ycur battalion, then travel on your own. Probe your SGM
for hia assessments and insights as you go around, all the
while recording your own. It is imperative that you
preparc a detailed assessment of your own as you nove
through your first trip through the battalion. Once you
have aseen the entire battalion area and prepared your
assessmnent, share it down to vhatever level you think

appropriate. Your scldiers need to know your impressions.
SETTING STANDARDS

Understand that you are the atandard satter and enforcer.
This applies to appearance, fitness, work habits and es-

pecially integrity. There can be no compromise.

Don°t get ‘'‘tired eyes'. If someone needa a haircut, then




say a0. If a sedan presenta an unsightly appearance, then
say ao. If your headquarters is not clean and well organ-
ized, then get it that way. You will ba setting atandarda
by everything you say and do.

Preach integrity daily. If your management data has been
“doctored" to present a more favorable picture, then it
becones usaledcs.

Never forget that PMS data is rolled-up from the Dbottounm,
or individual recruiter, level. Therefore, fixes for weak
data sust be implemented at tha recruiter lavel.

Be totally consistent from the outset in the way in which
you review waivers. Talk with your commanders sbout. your
viewa 80 they can moie affectively acrean at their level.
Insist that your subordinate leaders know their people, to
include their families, then set the pace by preparing a
people book of your own.

Conatantly remind all your soldiers that they represent
the U.S. Army in their communities and therefors nmust

always be sensitive to their sppesrance and conduct.

QUALITY OF LIFE

Quality of life begins with mission accomplishment. You
will find that once your battelion starts “making mnmis-
sion*", the gquality of life will improve substantially.

A solid sasponsorship program is essential to success.
Living and working in a civilian community creates houa-

ing, shopping and hospitalization challenges for vyour

aoldiers, especially the lower grade NCOs. An effective




sponsorship program can do much to assist in this transi-
tion.

Make sure your Heaith Benefits Adviasor is trained and com-
ritted to assis.iig your szoldiers with their medical prob-
lens.

Identify, train and actively support an ACS volunteer
within your battalion. Usually, one of the wives that
doaes not work is more than happy to volunteer her time for
this important and worthwhile duty. Your spouses must
have acmeone to turn to when they need assistance.

Social functions are difficult to conduct due to your sol-
diers being spread out. Look for opportunities (e.g.,
training conferences) to get together with your soldiers
ard their apouses cocn a social basais.

Work hard to create an environment where honesty, candor
and openness is the norm. Generally, everyone wanta to be
successful and it’s up to you to ens:ure they are given the
opportunity to be so.

Be warm and sincere in your concern for yosur soldiers and
their families. Recruitine duty is unigue in that vyour
scldiers are spread out and divorced from the normal
installastion support syastams. A remembered birthday or
anniversary reinforces the notiocn thet aomeone knowe and

carea, despite the isoclation.

MISSIONING

There is no greater challenge for the recruiting battalion

cemmander than that of mastering the art of miassioning.




The process begins when you personally face the CG of
USAREC to negctiate for your quarterly mission and ends
when your:conpany comnandérb assign each individual re-
cruiter his/her quarterly mission. |

Prepare extersively for your Missior Assignment Cenference
vwith the CG. If you are well versed on the production
trends of your battalion (good and bad) and can present
thought-cut proposals with supporting rationale, then com-
promise is almost aseured; Conversely, if you are not
prepared, thuere will be little or nothing you can say or
do to influeﬁce your assigned mission.

Consistent with current CG guidance on individual recrui-
ter misaion requirements, one senior per quarter--one TSC
I-IIIA per month--two contracts per month (1-1-2), vyou
must carefully niséion your individual stations. There is
more latitude here than most commanders realize, although
considerable study is regquired to egquitably distribute
mission requirements.

Concurrent with the quarterly migasioning proceasa, you
shoulid focus on market shifts or ecconomic impacte which
could possibly affect production capability. All too
often, purely for the sake of aimplicity, missiona are
“straight-lined", rather than being issued as a result of
analysis and clear thinking.

Ensure that absence due to leave, TDY, emergencies, per-

sonriel shortages and other relevant factors affecting man-

day availability is considered in the missioning process.




CHAPTER 2
KEY RELATIONSHIPS
INSIDE THE BATTALION

In a recruiting battalion, just as in any other Arny
battealion, therae are key personnel upon whom the commander
will depand. In addition, the recruiting battaiion has two
special ctaff sections, tha Educction Coordinatur and Adver-
tising and Sales Promotion, which are unique to ie&ruiting in

both title and duties. In this chepier, eowe of tha roles

 and ralationahips of the X0, SGH, conpény commander; 5taif,‘

Education Coordinatér, and Adver:ising and Eeles Promotion

(A&SP) Chief will be addressad.

EXECUTIVE OFFICER:

» He must understand the attitudinal climate wvou wish to ea-

tebliah both inside and outmside the command.

* You must be able tc trust him or reguest a replacement im-
mediately.

= Attend all meetings initially. Having done this, let him
represent you at meetinga you faesl do rnot require your
presaence.

#» Use him as a chief-of-ataff. He must be able to manage the
staff in your absence.

# Keep him well-informed.

# Discuass with him often where you see the buattalion in six
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months or a yeer, and how you plan to get thers. Hu ia a
key player in sfeeing your vision bucome a reality.

Heve him brief you esarly on the roioﬁrco nansgerent
program he has established. Weekly updates on your bud-

get, motor pool, supply, and administration are a must.

SERGEANT MAJOR:

Use him as your primary advisor on the climate of the
command. ”Outside of yourself and the battalion Sergeant
Major, no one perscn will see or talk to more recruiters
across the total specﬁrum of your battalion.

Operate as a team, but as soon as you hsve completed your
initial visit to aach recruiting etation, encourage him to
go hia own way.

Discuss with him your vision on where you see the batta-
lion going. As ynur primary trainer of Firgt Sergeants,
his influence on the time required for <total transition
is substantial.

Make him your key advisor on NCO matters (e.g., assign-
ments, award., veview of EER/SEERs, etc.). He is the
beginning of the NTO aupport channel.

Just as with the X0, trust him completely or arrange for

& replacement,

COMPANY COMMANDERS:

Newly assigned recruiting company commanderas, with few

exceptions, have been previous troop commandera. The leader-

ship satyle they have developed and bsen successful with over

the years will, for the most part, saserve them well in their

]




new command. But rest assured, they are apprehensive. The
runors of how recruiting has destroyed the careers of prede-
cessors is aiready foremost in their minds. They will have
experienced information overload at the Recruiting Commanders
Course, and coupled with a language foreign to all but Re-
cruiting Command, they will feel as if their military career
is in jeopardy. You can only ease this stress by getting him
on-board quaickly. A company commander training program one
day a week for a month or so is one solution. Using the
battalion training NCO, senior guidance counselor, operations
NCO, SGM, X0 and operations officer as trainers will assist
both the new Captain and youraself in getting on board gquick-
ly. In addition, give serious conaideration to the follow-
ing:
# Emphasize integrity.
# Visit with your commanders often. Visit them in their
headquarters, at recruiting stations and during company
training sessions.

#= Don‘’t overreact to bad news.

#* Require a company monthly action plan. Discuss the plan
with them often. Show them the value of a realistic plan
and how it becomes their road map to success. Insist

they focus on the future (30-90 days out).

* Be sensitive to competition between commanders. They
know daily where they stand in production as compared to
the other companies. Cooperation and teamwork should not
suffer at the expense of promoting competition. Remem-

ber, individual/unit competitions produce only one win-




ner--everyone else is a “loser™. Gea. competition toward
a astandard rather than between companies. :

#« Educate and involve them, but don’t burden them with de-
tailed resocurce minagement requirements. They have nei-
ther the staff nor the time to do it.

* Require their presence in the field. That’s where the
battle is being waged and where they must be in order to
win.

« Require them to appear often bufore the media. Sit-down
interviews with reporters and radio and televizion appear-
ances are excellent confidence builders. In addition to
the big pay-off of increased contracts, recruiters feel
the 'old man" is doing his part to increase production.

# Include them in the decision making process. Involvement
meanas comnitment.

= Insist they report any known or suspected recruiting im-
proprieties to you immediately.

« Ensure your commanders are programming recruiters to re-

ceive and take 30 days leave.

STAFF:
Before addressing the special staff sections alluded to

in the introduction of this chapter, it is important to

reiterate general staff relationships required to promote
teamwork in the battalion.
» Emphasize that their jJob is to serve the companies.

Don’t allow them to say *"no" to your company commanders

and field force without your approval.




= Insist on team play among the staff and between them and
the company commanders. Eliminate any “we-they" ayndrome.

# Get the civilian members of the ataff together separately
and emphasize the importance of their jobs and the role
they play in accomplishing the mission.

» Keep communications flowing. The staff needs to know how
the battalicn is doing so they see themnselves as part of
the group, responsible for its successes or fajlures.

= Generate an environment that is precise yot relaxed.

=« Provide the staff feedback on how they are supporting the
field based on responsas you heve received from recrui-
ters.

# Routinely require the staff to tell you what they have
accomplished which directly supported the recruiting ef-

fort.

EDUCATION CCORDINATOR:

You must understand that you, the commander, are respon-
sible for establishing and maintaining a productive school
recruiting program (high school, 3junior college, technical,
et=-.). It is through the efforts of your Education Coordina-
tor that a sound program is established with the civilian
education community. The school program, especially high
achool, is the life-blood of not only your senior contracts,
but also the graduate contracts. If your Education Coordina-
tor position is vacant, or you are losing the one you have,
look closely at those applying for the job. Keep in mind he

is representing your battalion as he contacts local and satate

11




educatora. Pay particular attention to his appearance, abil-

ity to communicate, civilian sducetion (recommend a mneaters

degres), and state of health. Also--

* Take him with you on field trips. He needa tou know that
you‘’re dead seriocus about the school recruiiing programs.

& Provide him a car to visit stationas, schools and other
agencies on hia own.

= Insist that he mairntain current status on all schools in
your battalion area of operation. Status requirements, as
a minimum, should include military service responsible for
testing, testing dates, numbar of students enroclled by
grade .level, nandatory and voluntary testing, previous
Year testing results by mental category, and atation/re-
cruiter responaible for that school.

#* Prioritize his efforts regarding which schools he needs to
work with. Priority is baged upon population, productivity
and known or suspected mental category make-up.

#* Ensure his statistics, and those provided on the Recruiter
Zone Analysis are in sync.

# Insiat that he work closely with the operationa officer
and the company ccmmanders on opening the door for ASVAB
teating in all schools.

# Have him develop the Educator Tour Program well in advance
of acheduled tour dates. He is your primary point of con-
tact for the participants and the inastallation being visited.
A well coordinated Educator Tour can pay big divi-
dends.

# Engure he is available as a trainer at the battelion and

12
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company training sessions.

« Ensure he has developed a plan for promotion and schedu-
ling of the Inatitutional Testing Program.

#* The school teating achedule ahould be completed well
before the last day of the school ysar (normally early
June) so testing can begin immediately when school reopens

in the fall.

ADVERTISING AND SALES PROMOTION CA&SP):

Treat advertising and sales promotion as a recruiting
tool--not merely as &n ad>unct activity within the battalion.
Involve A&LSP in all areas of battalion activity; production,
marketing, field visits, station relocation, etc.. Hold your
A&SP responsible for:

s Programming local advertising funds wisely.

--Aligning ad expenditures with quarterly mission require-
ments (i.e., if 50X of your USAR mission is prior ser-
vice, make sure your ALSP Chief is programming at
least that amount of ad funding toward the market.

--Front-load ad funding. Remember, ad dollars can be pro-
grammed quarterly in whatever percentages you raguire.
Front-load lst and 2nd quarters to allow your recrui-
ters to get off to a running start and beat the compe-
tition.

= Spending advertising dollars where the market potential
is.

--Ensure the A&SP Chief uses the S09 data (a retrieval

of contract location) to determine where the Test Cate-

13
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gory (TC).i-llla contrecta are originating. Progran
ad expsnditures toward these countiaea.

~=-Ensure A&LSP is makirg uss of surveys and othar measur-
able data available to determine what nedia
Grad/Senior I1I-IITAs (GSA) are listening to and read-
ing. While brigade requirements masy vary, more than
one-half of the available ad dollars (active and raserve)
should be programmed in redio buys.

# Providing prior notification on, and feedback about, local

ad campaigns.

~-Ensure A&SP ia informing companies and atations about
upcoming ad campeigns that affect their markets.
Countless enlistments may be lost if recruiters are
not covering the phonea and station during an ad
*blitz", for example.

~-Fnaure A&SP is tracking the eifectiveness of ad canm-
paignas and providing feedback to you. Besides being
good resource mnanagement, this practice contributes
toward jJustification of additional advertiaing funds,
if needed.

» Froviding a workable Total Army Involverment in Recruiting

(TAIR) plan on a quarterly baasis.

~-Ersure AiS? ls providing a list of available TAIR assets
anu a schedule of T/{IR aeavents to comrpany comrmanders
60-90 days in advance.

~-Ensure A&SP is working closely with company and station
commanders to program/request TAIR activities that

alic* with comamand priorities <(i.ea., beifore ASVAB
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teating in priority azhools, at DEP or Center of
Influence (COI) functions, etc.).

Briefiny TAIR teams in advance as to what is expected of

themn.

--A&SP, in concert with the Company Leadership Team (CLT),
should meet and brief TAIR teams in advance of tours.
TAIR teams can do an excellent job for your recruitera
and generate leads if they are briefed on the basics--
who the audience is, what the uniform is, etc..

~=-A&SP should coordinate logistical arrangements with re-
cruiters in advance of a TAIR tour. Hotel and travel
arrangenents and securing projectors for a school
viait in advance ensures the succese of tha tour and
creates less wear and tear on the recruiter during the
actual tour.

Reguesting and utilizing Support Command touring assetsa.

~~-Ensure A&SP is requesting your fair share of Support
Command touring assets (Cineama Van, Pod, etc.).

--Once a touring assist has bean allocated, A&SP ahouvld
work closely with the CLT to schedule asseta in the
schools.

Ensuring the standards are met for both COI and DEP func-

tions.

--Determine the frequency standard from your brigade and
rake sure ALSP is tracking the functionas in a taimely
nanrer.

~-llave A&SP send out asuggeated program formats or share

good ideas through the battalion newaletter, etc..

15




ALSP atould asaist recruiters in obtaining speakars or

TAIR teans for both COI and DEP functiona.
" QUTSIDE THE BATTALION

Key paople, Dboth ailitary and civilian, outaide your
bsttalion can have a significant impact on your command’s

performance.

BRIGADE COMMANDER:

Unlike most situations in the Army where your boss is
located a few driving minutes away, in recruiting, he may be
several flying hours away. Hia visita to your battalion will
be infrequent and therefore should pe well-planned.

] Encourage him to visit, and you set the date. Try to
schedule his visit during a company or battalion func-
tion. Ask him to aay a few wordas at the activity and
participate in award presentations, if planned,

= Keep your briefings short, with each no;b.r of the ataff
participating, then get him in the field to company and
station sites.

» Take him to atations doing weall and to atations not nmeet-
ing your standards. He will be more inclined to help if
he sees first hand some of your problems.

] Talk to the Deputy Brigade Commander and Brigade Chief of
Staff about the commander’s style, hias preferences and
his idiosyncrasies. They work closest with him and are
his most truated aubordinates.

* Give him your honeat opinions--even though he may not

16




want t.o hear them.

e LCon’t hold back on bad newa. Nake sure he is the first to
know. Have a plan of action to resclve the problem when
you tell him,

= It is normally beat to discusa non-production related pro-
blema with him early in the month. The last week of the
month finds himn inundated with production activitiea and

. he may not be in a receptive mood regarding incidental
matters.

= Be poaitive vhenever and wherever ycu speak to hinm,

CG AND DCC:

Due to the geographical size of USAREC, the CG/DCG may
only have an opportunity teo visit your nattalion once or
twice during your command tour. Ensure your briefing (stan-
dardized battalion briefing) is thorough, but don’t provide
whitewash. Provide them the chance to spesak with your offi-
cers and wmen. Plan your station visits with minimum “wind-

shield time".

# Take good notes and provide feedback through your Brigade
Commander on problems noted and your plan to fix thenm,

#= Raehearse your presentation for the Mission Assignment Con-
ference (MAC). Don’t be afraid to say, "I don’t know™ at
your first NAC. Know what is on your alide presentation

and whesre it originated.

HIGHER HEADQUARTERS STAFF/SPECIAL STAFF:
= Encourage staff visits, especially in your budget and

supply sections.

17
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Don’t appeal a ateff decision to your boas until you have
discusued it with his steff section and his Chief of Staff.
Don’t make big issues ocut of unimportant items. 3Save your
“blue chipa' for the big itenma.

Develop a profesaional relationahip with the USAREC IG and
ensure that your XO does the sawne.

Have your X0 request assistance inspections in weak areas
noted on the previous General Inapection.

Don’t hesitate to call the JAG for advice. Recommend con-
tacting your headqueairters JAG before using a local office.
The JAG sectiona at brigade and USAREC are more attuned to

nattera relating to recruiting.

OTHER UNITS/AGENCIES:

Get to know the members of your Interaervice Recruiting
Council (IRD)., Visit them frequently and be prepared to
provide assistance. Cut-throat competition with the cther
services will destrcy the benefits to be gained from yocur
IRC.

Visit with your MNMilitary Entrance Processing Station
‘MEPS) often--not just when thers are problems. Having e
cup of coffee with the MEPS commandar once a week may be
the most beneficial 135-20 minutes you can spend. Allow
your senior guidsnce counselor to fight the deily battles
at the MEPS.

Visit the commander{s) of the USAR units you support. If

their headquarters is located a great distance from yours,

call them soon after taking command.




Have your USAR operations officer accompany you when vis-
iting the ARCOM ccamander(s).

Establish and chair your quarterly Partnership meetings.
Requast the ARCOM commander, his deputy or Chief of Staff
attend the meetings. This is the tine to hash-out prob-

lems, establish referral programs and pull the Partnership

together in a team effort.

CIVILIAN COMMUNITY:

Visit the Civilian Aide to the Secretary of the Army. He
needs to know who you are and what assistance he can
offer.

Ifentify the key community leaders who can impact on your
battalion’s mission. Invite them to yo. - COI functions.
Lcok for ways to improve relations between yocur recruiters
and the community.

Don‘t over obligate yourself or your recruiters to support
community functions--strike a balance.

Be alert to special favors, received or requested. Prior

coordination with higher heacdquarters for approval can

eliminate embarrasasment for the command.
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CHAPTER 3
DEVELOPING THE RECRUITING FORCE

As a new commander, you must first come to grips with
the fact that you are now in the salas business. Your objec-
tive then becomes to develop a highly motivated, well-trained
sales force capable of selling your product (U.S. Army) to a
wide range of people. As is the cage with any salesman,
recruiting success starts with product knowledge, moves to
presentation skill and concludes with closing the sale. The
salea training presented tco our soldiers at the recruiting
school, coupled with a superb sales book and capped off with
the Joint Optical Information Network System (JOINS) systenm,

is as good a sales package as thera exiats anywhere today.
TRAINING FORMULATION

= By the time you have completed your initial tour of +the
battalion, you should have developed an overall assessment
of the battalion’s training needs. 5it down with the SGM
and the battalion RTNCO (Recruiter Training NCO) and com-
pare notes with them on your obsexvations. Review the
past. procedures for preraring quarterly training guidance
and satisfy youreelf that the requisite effort has or has
not gene into preparstion of this critical written matter.

» Attend company and battalion training sessions on a regu-

lar basis to demonstrate your interest and concern. De-




part the training seswion on a positive note.

Require formal rehearsaals for all training conducted at
company cor higher leval.

Ensure that training is baing scheduled during non-pro-
ductive recruiting houra. |

Poll your recruiters to ensure that those subjects bpeing
presented during formal training are generally recognized
as problematic and thus relevant.

Ensure that training is being conducted in a setting con-
ducive to learning, as opposed tco the back room of a
station or some other unsuitable location. |

Insist on a lesson plan (preferably two peges or less? for
ali formal training.

Establiéhftraining effectivenees meagurement criteria with
your company cdmmandera.

Insist on training that ia imaginative and enj)oyable for
your soldiers.

Employ +the l.ee Dubois training program if it is not al-
ready in use (a professionally designed sales development
program, complete with video cassettes available in each

brigade).

PRODUCTION MANAGEMENT SYSTEMS

Understand that the production management system is de-
signed to apply at the recruiter, station, company and
battalion levels.

Focus on the fact that recruiting management systems are

ocnly aa good as the input.
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If a management syctem is unable tov accurately predict
production outcomes, it is of marginal or no value.

Assess all productisn management systems currently in
place and draw some conclusions as to their utility. Get
to +the bottom of why they do or do not work and modify
accordingly. Generally, you will find that systems fail
as the result of poor input.

The SGM and Operations NCO will generally know more about
PMS than anyone e®lse in the battalion, Work with them
until such time as you urderstand the systems as well as
they do.

Ensure that pasriodically the "Qualified but not Enlisted”
personr.el are pulled off the data base, sorted by company
ancd sent to the field for update. The by-product of this
drill will be improved Mobile Examining Team (MET) Logs
and contracts saved from otherwise lost audit trails.
Purify your MET data by stripping out Mental Category IV,
Frior Service (PS) and all high schocel testing. You will

find this data to be much more reliable.
SALESMANSHIP

Your recruiter’s single biggest challenge will be learning

how tou deal with rejection. Many contacta will say ™no
for each one that says “yes™ to military service. Recrui-
ters are exposed to everything from a friendly rejection

to outright hostility and profanity. Encouragement at all

levels is a muat.

All good saleamen maintain a lead management syatem. Your




recruiters are reguired to maintzin a Lead Refinement List
(LRL) which is really the heart of their ability to effec-
tively identify and follow-up on their market. Check them
(i.e., LRLa) regularly and insist that they be continu-
ously posted and worked.

Motivation of youx saies force will be a major challsenge.
The nature of the business frequently creates an emctional
roller coaster for your recruiters. It is important that
you and your subordinate leaders develop the ability to
identify recruiters who are down, assese the .easons for
it and set them back on the path to success.

Diagnostic testing, used in conjunction with formal train-
ing, is an effective means of identifying smles weakness.
The most effective methiod of checking a recruiter’s sales
presentation is by going on an appointment with himn. You
should do so regularly and reguire that your station and
company commanders ao the sanme.

Encourage your recruiters to do radio and TV public ser-
vice annour.cements or interviews. Properly prepared =and
executed, they do wonders for confidence buildiing in the
recruiting feorce.

Do not allow any short cuts in the prescribed sales format
for bLkoth the sales book and the JOINS machine presenta-
tions.

Stay informed on the individual performance of your re-
cruiters. There is nothing more important to the newly

assigned recruiter than receiving a congratulatory call

from the battealion commander when he gets hie first con-




tract. When your soldiers realize that you personally
track performance (good and bad), they will work hard to
ensure their marks are good.

# Repeated studies have revealed that successful salesmen
are motivated more by recognition than by any other form
of incentive, to include monetary gain. It is imperative : y
therefore that every possible effort be made to recognize
the outstanding contributions being made by your super

stars.
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CHAPTER 4

ESSENTIAL PROGRAMS

The programs addressed in this chapter are those which
both the present and former battalion commanders deemed most
important to success during the first 60-390 days of command.
It is the opinion of the authors that these same programs
require more than just a working knowledge if you desire to

achieve the highest measure of effectiveness.

SCHOOL RECRUITING PROGRAM

While all the prograns defined by USAREC Production
Management System Regulations are important and contribute in
varying degrees toward accomplishment of the mission, none
impact upon mission as much as the School Recruiting Progranm.
Most members of your staff, and all members of your compa-
nies, play a significant part in this vital program.

& Hold your Education Coordinavor responsible for managing
the overall testing program.

# Ensure the Education Coordinator has done all he can at
the local and state levels to gain recruiter access to
high schoolas and colleges.

# Hold your A&SP Chief responsible for ensuring that the ap-
propriate amount of advertising is targeted toward the

schoole known to ke, or having the potential to be, pro-

ductive.




Hold your A&SP Chief responsible for requesting and pro-

gramming TAIR and Support Command assets inte the high

priority achools.

Ensure that the operations section is providing you with

market information showing where tho 1-111A contracts are

originating so assets can bs geared toward the "big pay-

off" achools.

Hold the CLT responsihle for their school programs year-

around.

~-School lists are constructed and completed (85X) by the
dates apecified.

~-School folders are corpleted on every school.

~-They are assisting recruiters in gaining eaccess to
achools. A good rule of thumb here is that recruiters
talk with counselors, company commanders with princi-
pals, and you with superintendents.

~-They are coordinating with A&SP for TAIR and Support
Command assets.

~--Rapport has been established and recruiters are visiting
achoola regularly.

Ensure that colleges are being visited regularly by com-

pany commanders--at leaast once annually.

Ensure that the USAR recruiters are actively working the

LRLs consistent with their assigned mission.

When a DEP goal has been eatablished for a school,

ensure that the goal does not jeopardize prospecting to-

ward the near-term graduate (HSDG) mission. Mission box

(i.e., accomplishmaent of your mission in every cataygory)




cannot be obtained with aanioras only.

» Don’t accept recruiter commenta that achool officiala are
anti-military or don‘’t like recruiters. In most cases
this objection can be overcome by providing additional
information on wvhat programs the Army has available.
Often, the recruiter feels inept talking with school of-
ficials due to a lack of civilian education. Company and
station level training on how to approach educators is a
proven aolution teo this problen.

#» Have your CLT visit local reserve centers for assistance
in gaining access to schools. Many times, members of the
reserve units are teachers or school administrators and
can obtain lists and/or access to schools for tha recrui-

ters.

DELAYED ENTRY PROGRAM (DEP) MAINTENANCE

The program established to maintain your battalion’s DEP

pool is crucial to success for several reasons. First,

without a well-maintained program, and during those months of

high DEP accessions, your production will suffer significant-
- ly. Second, after your School Recruiting Program, DEP refer- j

rals may very well be your best lead scurce. Third, without '

a well-maintained program, you will lose DEP accessions which

may result in an end-of-the-month crash. Finally, the morale

of the recruiting force may experience a temporary setback

due to DEP losses, which will reguire a great effort on your

part to regain the winning tempo.

« Reguire your company commanders to initiate DEP discharges
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imnediately upoun known loases. If the DEP loss is due to
apathy, ensure that the CLT takes appropriate steps in
reesstablishing the DEP member’s comaitment to Army ser-
vice.

Require company commanders tc provide you a by-name liat
of potential DEP loases for the upcoming month.

Require company commanders to update their DEP loss pro-
jJecticna on a weekly basis.

Ensure that the CLT is requiring recruiters with DEP
losses to increase their prospecting requirements to ac-
commodate the loas.

Be suspect of DEFP contract renegotiations during the month
of accesation., In most cases, renegotiastions eventually
become DEP losses. A tough stand on this procedure early
in your command will cause less grief later.

Ensure that the CLT is raquiring a face-to-face DEP orien-
tation within 72 houras by the recruiter of credit. This
is an excellent time for the recruitar to agsk for refer-
rals.

Attend DEP functions whenever possible. Require that DEP
funictions be well-planned, rehearsed and scheduled at a
time for maximum attendance.

Require CLTs to closely monitor the transfer of DEPs to
incoming recruiters. Ensure face-to-face transfer proce

durea are being followed.

Chaeck the DEP Tracking Log when visiting recruiting sta-
tions.

Remind station commanders that DEPs are excellent sources
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for Lead Refinement List (LRL) construction. They have
access to ysarbooks, achool newapaperas, etc..

s Ensure company/station commanders are well aware of pro-
cedures to be followed in funding end conducting DEP
activities.

The importance of getting a handle on your DEP progranm
cannot be overstated. In addition to the tremendous success
you will realize from a well-maintained program, it just does
not make sense to lose a contract which has taken 8o much

time and money to acquire.

STATION VISITS

Visiting your recruiting stations frequently serves many
purposes. Most importantly, where you spend your time will
set the priorities in your battalion. It sends a stronger
maasage than what you say your prioritiea are. During each
visit you should be prepared to inspect at lcast one area of
the station production management system.

#» Prior to visiting a station, do some homework. Talk with
the company commander/1SG about recruiter achievements and
problans. Recrujiters, like all soldiers, are better teanm
players when they know the commander is aware of their
situation.

¢ On your first visit, it is recommended that you get to
know your recruiters. Be a good listener. Encourage the
recruiters to relate peraonal hardships, family problens,
career aspirations, etc..

#« On svery station visit, look closely at the outside ap-
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pearance of the atation. Are the window displays invi-
ting? Is the outside free of tresh? Would you want to
Join the organization working here?

* Aak the atation commander to open a sedan for your inspec-
tion. 1Is the car being maintained inaside and out?

¢ Ensure that the current theme posters are displayed pro-
perly.

» Ask the station commander if the maintenance contractor is
cleaning the ststion adequately.

s Ask when the station is due zenovation, painting, recar-
pesting, etc..

s Ask when the rental contract expires and if the station
should be relocated to a better aite.

» Ensure that the station commander conducts daily produc-
tion review with his recruiters. Ask him to do so with a
recruiter in your preaencs.

& Accompany a recruiter on a home appointment with a pros-

pect.

* Accompany = recruiter on a high schoocl/college visit,

* Take good notes on problems you see or hear about and get
back to the recruiter, through his chain of command, on
the status of the solution as soon as possible.

# Comment in private to the station commander on the appear-
unce o©of his recruiters and their work areas, and the
standard you expect him to maintain on the station. If
improvemant is needed, ensure that the CLT is aware of
your desires.

= Emphasize integrity on every visit.
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* Depart the station on a positive notas. Congratulete thenm
on a successful month or relate your confidence in them

that next month will be auccessful.

AWARDS AND RECOGNITION

Any good toeoam demanda proof of worthineas from its
nenbera. Rites ~f pasaage that emphasize skill and compe-
tence will generats loyalty and profesaionalism 8o necessary
for soldier identity. The Recruiting Incentive Awards Pro-
gram (USAREC Reg 672-10) ias designed to provide professional
recognition for mission asccomplishment and overproduction.
This program, coupled with your battalion’s recognition pro-
cedure, servas as an excallent tool for motivation.

*= Know USAREC andd your brigade’s awarda and recognition pro-
grams, but don’t allow it to keep you from properly recog-
nizing truly deserving soldiers of all ranks. Your pro-
grem should:

--Have the desired effect on soldier behavier.

--Ba consistent and predictable.

~-Be based in attainment of a standard, rather than on
direct competition.

~--Be oriented on the "high paycff* areas (GSA).

* Jf “time-off" is being used as an award for excellence, be
sure you deliver. This is especially big in recruitaing.

« Never miss an opportunity to recognize soldiers and their
families at appropriate ceremonies. Photo coverage is a
big plus. Get a copy of the photo back to the soldiers

and use them in the battalion newspaper.

3




Inpact awards are highly effective--know the procedures
for using them.

Get perscnally involved in the awarding of the Gold Badge.
The Gold Badge ias the clear identification of the re-
cruiter who has pasaed the teat.

Enaure that your operations peraonnel are maintaining an
accurate tracking of awarda. Those earning the required
points for awards must be recognized as soon as possible.
Prohibit awards of any kind being mailed directly to an

individual. Present them at an appropriate ceremony.
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CONCLUSION

The unigue challenges associated with leading and mana-
ging a recruiting battalion make it one of the most rewarding
experiences you will ever have. Just as with any leadership
position, you will f£find it necessary to constantly build
teamwork with a view toward establishing a positive organiza-
tional climate. The common intent of everyone on the team

(military and civilian) must be toc "make mission'"™ with total

integrity. Trust and confidence is best demonstrated through
delegation but, at the same time, it is a necessity to perio- 1
dically check things for corj:liance in both spirit and in-
tent.

It is wessential that you focus on the future. Your
initial assessments will provide a good feel for the level at
which your battalion will start. Then, you must provide a
vision and establish the internal goals and standards against
which satisfactory progress will be measured. From this

vision, a plan must be laid out which every member of the

organization understands and is committed toward achievinrg.

We do rnot recommend a lengthy document loaded with eannexes,

but rather a simple yet direct road mep for success. Write j

it yourself and do it as soon as possible after your assign-

ment., ;
Never pases up an opportunity to try out a "good idea".

Your recruiters, as well as your fellow commanders, will

frequently come up with brilliant ideas or innuvations which

may work in your organization. We do not recommend the use j




of gimmicks or shortcuts, but rather solid enhancements of
management and sales prograns.

Finally, always bDe positive and upbeat no matter what
the circumstances. Former President Richard Nixon recently
eulogized former Ohio State head football corch Woody Hayes
as a man "never satisfied with success...never discouraged by
failure*. There will certainly be successes and failures
during your command tour (from individual recruiter through
battalion level). However, you must remain positive through-

out and never lose sight of your vision for success.
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STUDY METHODOLOGY

The mnethodology develuped to determine those subject
areas noot important to the new Recruiting Battalion Comman-
der is depicted in the flow chart at figure 1. The approach
was very straightforward: conduct interviewas with former
and newly assigned commanders; analyze the resulta; identify
the most frequently mentioned subject areas; and address each
area in the handbook. The study, which began in September
1986 and was completed in March 1987, took place while the
Army War College curriculum requirements were being met.

Literary research consisted of numerous readings iu
command and leadership., a review of published articles, a
roview of sxisting USAREC Regulations. and discussions with
key playeras in the program and policy agencies of USAREC.
Uaing tﬁia research, coupled with the extensive interviews
and grcup discussions conducted, we were able to clearly
identify those areas most frequently mentioned as critical to
the new battalion commander.

In November, we visited the Recruiting School at Fort
Benjamin Harrison, Indisana. The purpose of this visit was to
review the current Program of Instruction (POI)> to determine
if the c¢ritical areas mentioned by commanders were being
taught in the 2-week Recruiting Commanders Course. We found
the POI to be very comprehensive and touched, to varying
deyrees, upon all of the critical areas mentioned by comman-
ders. Whila at the Recruiting School, we also had an oppor-

tunity to participate in & discussion with newly assigned
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firast sergeants. This exercise was extremely exhilarating,
as the seasonesd recruiters were asked to comment on what they 3

viewed as the most important areas new battalion commanders

nead to be aware of.

In January, we visited the United States Army Recruiting
(USAREC) Headgquarters at Fort Sheridan, Illinois. The pur-
pose of this visit was to present to members of the command
and staff the findings of our interviews and discussions. 1In
eddition, during our visit we regquested latest developments
which had tsken place or were being planned in the areas to
be addressed in the handboock. The visit was extremely bene-
ficial. New ideas on format, command policy guidance and

most recent changes to production management were received

and incorporated into the study effort.
Upon return from our second visit, we were ready to
begin assembling the data and writing a first draft of the
handbook.
In March, with first draft of the handbook completed, we
again visited Fort Benjamin Harrison. The purpose of this
vigit was to ensure the content of our study effort was in
consonance with the POI at the Recruiting Commanders Course.
While at the Recruiting School, we sgain had an opportunity
to discuss the objective of the handbook with the cadre at
the school. Many of their comments and suggestions were
incorporated in the final product.
Upon our return from our third field visit, we completed
final editing of the draft and began the formatting procedure

for study project submission.

36




aH a3 L8 NNP Jaq AON 100 98 43S
NOSTWUVH NVAI¥AHS 1804 NOSTNNVH
H3E 1404 OL €# oL Z¥ N3g 1404 OL 14 {
1ISIA G13id ¥Od LISIA Q1314 ¥Od LISIA 01314 ¥Oa i
NOILVYNIMO00D NOILVNIGUOOD NOIIVNIQHOOD
w
: ‘ ]
ROON HOINZS/M SUIANVIHOD
. NOISSNDSIA °*€ 8 WAWUOI/M
azaiINEns a240'1aAIq 4aVi8 ¥ QWD MATAMAINT °€ i
14vea °z 1avea J3uVSN/M NOSIWYVH Nag r ,
02L11IMENS /3NIT1L00 °2 SMATANAINI -z [(mevull] l¥0a oL 1# a3aroddav ann:n.:.nS
xanis Lavdad OLMI ZISIA Q1313 °Z NVYId Xanls °Z anduo -z
HOUVZSTN VOJUOINT A3aZITVNI NVAINEHS .
LISIA SLISIA Q131 1404 OL Z# a3A0UdAV a340713A3q ONIASYL
40 S11ns3¥ °1 40 SIINS3¥ ‘T LISIA Q1314 °1 NVId TIAVHL °1 X90TOQOHLIAW ° T asN 1
SYFANVWWOD N9 MIN aaLoNAaNod

GAZXTVNY Guee
SONIANIZ

HLIM SMATAYALN] @emm=  HOYVISTY
OINOHJATAL aNNoYOADVYE

ADOTOTOHLAW AANLS




BIBLIOGRAPHY

e




W WY W WEWE S VWP WSS CWSTER WS SYTED W LW VST TS WO W AT WY A VT W WA W S W WO e

BIBLIOGRAPHY

Bogks and Documents:

1. United States Army Recruiting Coamand. Battalion Comman-

"o an el an == o= = - e

der’s 'Get Smart’” Handbeook. Fort Sheridan, Illinois,

March 1986.

“*What’s Different' Handbook. Carlisle Barracks, Pen-

e . WS G D R S e e s e e o

nsylvania, June 1984.

3. United States Army Recruiting Command. USAREC Reg 350-6,

- e w o - — — ——

- —— e e = e — e o - P~ P2 PSR PP~ — ———— —

Sheridan, Illinois, August 1986.

4. United States Army Recruiting Command. USAREC Reg 350-7,

Fort Sheridan, Illinois, Cctober 1986.

—— s —— - Py -4

—— s e S - —— v o — e e e T e et e Sharmr e A e e e e e o e - e - e S —

Fort Sheridan, Illinois, January 13985.

3
— - = — - —— — -

System (BPMS). Fort Sheridan, Illinois, January 198%.

- e -

- —— - —— o —

Delayed Entry Program. Fort Sheridan, 1Illinois, March

8. US Army War College. The Eattalion Commander’s Handbook

- e m wn e e v A e e S e e e ——— e - e

1980. Carlisle Barracks, Pennsylvania, June 1980,
9, US Army War College. The Battalion Commander’s Handbook

ke A T T e M e e v e S o e e e

1984. Carlisle Barracks, Pennaylvaniz, June 1984.

38

AN LI U LTI LS B LS L AT T LB M TRAAERL WL et IR S, b P T e SRR S T PR POY W EE o -k



sntexvigwel

1.

10.

l12.

13.

Alley, J., LTC, Seattle Recruiting Rattalion. Personal
Interview (Telephonic). Seattle, WA: 20 Oct 1986.
Cima, R., LTC, Philidslphia Recruiting Battalion. Peraso-
nal Interview (Telephonic). Philidelphia, PA: 12 Nov 1586.
Dale, R. P., LTC, Bcaton Recruiting Beitalion. Personal
Interview (Telephonic). Boston, MA: 28 Oct 1586.
Dickson, M. A., LTC, Denver Recruitiag Battalicn. Perso-
nal Interview (Telephonic). Denver, CO: 5 Nov 13386.
Kullman, 8. G., LTC, Omaha Recruiting Battalion. Perso-
nal Interview (Telephonic). Omaha, NE: 10 Nov 198s%.
Tonelli, R. M., LTC Indianapolis Recruiting Battalion.
Peraonal Interview (Telephonic). Indianapolis, IN:
10 Nov 1986.
Varsolona, F., LTC, St. Louis Recruiting Battalion. Per-
sonal Interview (Telephonic). St. Louis, MO: 12 Nov 1986.
Wyatt, J. E., LTC, Nashville Recruiting Battalion. Persc-
nal Interview (Telephonic), Nashville, TN: 14 Nov 1986.
Lake, J., LTC, Little Rock Recruiting Battalion. Persconal
Interview (Telephonic). Little Rock, AR! 14 Nov 1986.
Cox, C., LTC, New Orleans Recruiting Battalion. Perscnal
Interview. Fort Sheridan, IL: 8 Jan 1987.
McLean, T. L., COL, Carlisle Barracks. Personal Inter-
view. Carlisle Barracks, PA: 23 Oct 1986.
Shaw, C. R., LTC, Carlisle Barracks. Personal Interview.
Carlisle Barracks, PA: 23 Oct 1986,

Youngblood, G. L., COL, Carlisle Barracks. Personnal

Interview. Carlisle Barracks, PA: 23 Oct 1986,

e |




TR A .

Haara

14. Interview/Discussion with senior NCOs attending the First
Serges~ts Course« at Fort Benjamin Harriason, IN:
18 Nov 1986,

15. Interview/Discuasion with members of PAGE and Recruiting
Operations Directoratea, USAREC, at Fort Sheridan, IL:
7-8 Jan 1987.

16. Interview/Discussion with members of the cadre at the
Recruiting Commandera Course at Fort Sheridan, IL:

4-6 MNar 1987.

40



]

APPENDIX 1

KEY ACRONYNMS




]

KEY ACRONYHND

ACF - Army College Fund

ADT - Active Duty for TReining

AFQT - Armed Forces Qualification Taat

AGC - Aray Guidance Counaelor

ARC - Army Recruiter Courae

ARPERCEN - Aray Reserve Personnel and Adminjiastration Cencer
ASVARB - Armed Services Vovational Aptitude Battery
CIHS - Currently in High School

CLT - Company Leadership Tean

CHMF - Career Management Field

COI - Centers of Influence

CPMS - Company Production Management System
DEP - Delayad Entry Program

ENTNAC - Entrance National Agency Check

EST - Enlistment Screening Teat

GOSP - General Officer Sponsorship Program
HRAP - Hometown Recruiter Assistance Program
HSM - High School Market

IADT - Initial Active Duty for Training

IDT - Inactive Duty Training

IRC - Interservice Recruitment Committee

IRP - Ineffective Recruiter Progranm

IRR - Individual Ready Reserve

ISR - In Service Recruiter

JOIN - Joint Optical Information Newwork
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LPSC - Limited Production Station Commander
LRL - Lead Refinenment Liast |
HDS - Man Day Spaces

HEP3 - NMilitary Entrance Processing Station
NET - Mobile Examining Station

NAC - National Agency Check

NQP - Not on Production

QSUT - One Station Unit Training

PS8 - Prior Service

GQNE - Qualified Not Enlisted
REACT - Rapid Electronic Advertising Coupon TRansmission
REQUEST - Recruit Quota Syastem

RPHS - Recruiter Production Management Systenm
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i R3ID - Recruiting Station Identification

| RTRCO - Recruiter Training NCO

i SPNS - Station Production Management Systenm
l TAIR - Total Army Invelvesment in Recruiting
l

TTE - Recruiter Tranaitional Training and Evaluation

USNEPCOM - US Military Entrance Processing Command
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APPENDIX 2

MISSION CATEGORY ACRONYMS




MISSION CATEGORY ACRONYHS

CHFS - Total Female Currently in High School
CHS - Total Currently in High School

CHSA - Total Currently in High School, I-IIIA
CHSB - Total Currently in High School, II1IB
CH3FA - Currently in High School, Female, I-3A
CHSFB - Currently in High School, Female, 3B
CHSM - Total Male Currently in High School
CHS5MA - Currently in High School, Nale, I-3A
CHSMB - Currently in High School, Male, 3B

GA - Grad I-3A

GB - Grad 3B

GF - Total Grad Female

GFA - High School Diploma, Grad, Female, I-3A
GFB - High School Diploma, Grad, Female, 3B
GF4 - High School Diploma, Grad, Female, 4

GM - Total Grad Male

GMA - High Schoel Diploma, Grad, Male, I-3A
GMB - High School Diploma, Grad, Male, 3B

GM4 - High School Diploma, Grad, Male, 4

GS - Grad Senior Total

GSA - Grad Senior, I-3A

GSB -~ Grad Senior, 3B

GSF - Totel Grad Senior Female

G3FA - Grad Senior Fenale, I-3A

GSFB - Grad Senior Fenmale, 3B
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GSF4 - Grad Senicr Female, 4
GSM - Total Grad Senior Male
GSMA - Grad Senior Male, I-3A
GSMB - Grad Senior Mala, 3B
GSM4 - Grad Senior Male 4

GS4 - Grad Senior, 1V

G4 - Grad 1IV

NA - Non-Grad I-3A

NB - Non-Grad 3R

NM - Total Non-Grad Male

NMA - Non-Grad Male, I-3A

NMB - Non-Grad Male, 3A

NMP - Non-Prior Service Male Total
NP - Non-Prior Service, Total
NPA - Non-Prior Service, I-3A

NPB - Non-Prior Service, 3B

NPF Non-Prior Service Female Total
NP4 - Non-Prior Service, 4

N4 - Non-Grad IV

P53 - Prior Service

PSA - Prior Service I-1IIIA

PSB - Prior Service I-I1I1I1B

SA - Senior 1I-3A

SB - Senior 3B

SF - Tctal Female High School Seniors
SFA - High School Senioxr, Female, I-3A
SFB - High School Senior, Female, 3B

S - Total Male High School Seniors
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Male,

Mala,
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